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Strategic Planning of
Information Technology in the Chinese Newspaper Industry
in Hong Kong
Ada Wong and Dr. Lance Revenaugh
City University of Hong Kong
Introduction
In Hong Kong, there are a total of 15 Chinese newspaper companies publishing daily newspapers five times
a week. These companies have different political affiliations and market targets. For example, some are
pro-China, others pro-Democratic party and others pro-Taiwan. Some are targeted to the general public,
others have an educational or financial sector focus (Economic Digest, 1995).
There are many problems affecting the modernisation of the Chinese newspaper industry in Hong Kong.
These problems include an insufficient number of professional journalists, as well as the fact that
journalism education in Hong Kong does not keep pace with electronic publishing systems developments.
In particular, most journalists are not proficient in typing their scripts into the Chinese computer systems
(Sing Tao Daily, 1992).
According to an experienced editor with 15 years in the industry, many companies in the Chinese
newspaper industry are not willing to invest in Information Technology (IT) because they prefer to wait
until IT applications are well developed. In addition, many newspaper companies aim at short-term profit
maximisation, rather than a long-term investment in IT to enhance their competitive advantage (the same
opinion can be found in Cheung and Kwong, 1992).
As stated by an IT supplier, top management of Hong Kong newspaper companies might pay attention to
those aspects which could bring huge benefits, such as better marketing strategy, implementing a low price
strategy or improving the contents of the newspaper. Even though Information Systems (IS) managers
recognise the importance of the information strategy, they might find it useless to formulate information
strategy and not give any support to it.
Research on developing information strategy within the organisational context, may help newspaper
companies to develop strategic alignment of IT with the newspaper business goals, as well as achieve
consistency in the internal characteristics.
In this paper, we briefly survey the literature concerning related research frameworks and the research
objectives follow. Initial findings including current industry descriptions, IT development and cultural
characteristics are then elaborated. A research framework with a new model is finally discussed.

Research Background
Each of the principal factors (organisational culture, organisational structure, competitive strategy and
information strategy) has an extensive literature of its own. Key theories of Earl (1993) for information
strategy, Porter (1985) for competitive strategy, Mintzberg (1988) for organisation structure, Miller (1988)
for configuration of strategy, Cameron and Freeman (1991) for organisational culture, and Galliers (1991)
for stages of growth model for strategic planning for IS are taken into account in this research. The details
are beyond the scope of this paper.
Many researchers investigate the relationship between a company's context, including the environment and
the organisational structure and strategy. They have indicated a cost leadership strategy is associated with
stable and predictable environments and with organisational structures characterised by a high degree of
control (Scherer, 1980 and White, 1986).

Quinn and Rohbaugh (1983) relate organisational culture with structure. They mention that an organisation
with a flexibility emphasis, which stresses innovation and adaptation, is likely to have an organic structure.
Whereas an organisation which emphasises stability and top-down control, is a mechanistic and highly
bureaucratic type of structure.
The above mentioned theories and models were developed in western countries. When applying these
models in this research, modifications may be needed. Hofstede (1991) mentions that the large number of
US-derived theories and approaches to organisation and management behaviour, deeply reflects US cultural
values. He then questioned the transferability and applicability of these theories to other countries with
different cultural value systems. In this research, all Chinese and Hong Kong cultural characteristics will be
reviewed for the modification of the research models to enhance applicability as needed.

Research Objectives
This research uses the configuration approach and looks for configurations based on organisational
structure, strategy, and culture. Miller and Mintzberg (1988) suggest that organisational structure, business
systems and strategy can be classified into clusters, and certain configurations lead to better performance.
Thus, using this method can help organisations achieve internal consistency.
Organizational culture was also found to be an important factor in formulating the information strategy as
organizational cultural characteristics affect the implementation of IT (the details will be illustrated later).
Therefore, it is a factor to be considered in the study.
In order to tackle the problem of constructing an effective configuration for the information strategy in the
Chinese newspaper industry, the following questions were formulated:

1. What is the relationship between organisational culture, organisational structure, competitive
strategy, IT environment, and IT maturity in the Chinese newspaper industry?

2. How do these factors affect the construction of an information strategy?
3. Is it possible to identify the configurations of organisational culture, organisational structure and
competitive strategy that can lead to a successful information strategy?

Initial Research Findings
Since the research began in early 1995, a comprehensive review of literature was undertaken, and
interviews with IT suppliers, IT managers and editors were conducted. Also current IT development and
business development in the industry were observed.
The initial findings of this research can be organized into three areas, which are 1) the price war, 2) IT
development, and 3) the cultural perspective in the industry.

A Price War in Chinese Newspaper Industry
A price war in the industry started in December 1995 and continues as of the writing of this paper. Four
newspaper companies with broad target markets and large circulation implemented a low pricing strategy
(moving from US$0.64 US$0.26 per copy).
Three newspaper companies closed down during the price war, and most newspaper companies suffered,
since companies using the low price strategy (with income decreasing) were competing in the industry
rather than co-operating. However, those companies with clear focus targets such as in the financial and
educational sectors, were not severely affected in the price war and could survive in the industry without
implementing the low price strategy.

IT Development in Chinese Newspaper Industry
According to industry sources, IT development in the Hong Kong Chinese newspaper industry can be
classified into four stages:

1. Implementing Image Setters;
2. Inputting news by computer but organising the newspaper article manually (cutting and pasting
articles into a page);

3. Computerising all working processes, for example processes of inputting, editing and publishing;
and

4. Including Artificial Intelligence into the systems design for greater user friendliness.
Most newspaper companies in Hong Kong are now in stage three with only a small number in stage two.
Moreover, advanced IT, like publishing on Internet, implementing database marketing systems, and storing
information on CD ROMs, has become well developed in western countries. However, advanced IT has
been implemented in only some Chinese newspaper companies. For instance, just two companies (out of
15) have published newspapers in the Internet in 1996.
Thus, when compared with the English newspaper industry, IT in the Chinese newspaper industry has not
developed to an advanced stage, partly because of the difficulty of inputting Chinese characters. As stated
by Huang and Huang (1989), there is no such problem considering an input method in English computing.
However, Chinese is a different kind of language, no alphabet can be used to compose a given character.
Thus, different methods of addressing given characters must be derived. The Chinese input methods can be
classified in several different ways: shape, phonetic or various combinations of both. Input tools are
primarily characterised as keyboard or hand-written (e.g. electronic pen). There are about 50 types of
Chinese character input methods, and a standard input method is lacking (South China Morning Post,
1992).
Even though advanced applications of IT such as computerised editing and articles inputting were
developed, editors and journalists still refuse to use it. Several analysts in the industry believe that this is
due to cultural characteristics influencing the industry.

Cultural Characteristics Influencing
Chinese Newspaper Industry
In Hong Kong, most journalists are not required to input their written Chinese news articles. As explained
by the IT manager of United Daily News of Hong Kong, there was a shortage of journalists in Hong Kong
and asking them to learn Chinese input methods would require a long period of time to learn and practice.
Thus they might refuse to learn and change to other companies which do not request them to learn Chinese
input methods. As a result, most companies use typists to input the Chinese news articles.
Moreover, from an IT manager's view point, some experienced and senior editors were not willing to use
computer to do editing, they preferred performing editing manually.
Therefore, investigating journalist and editor resistance to learning Chinese input methods and
computerised editing can help us to understand whether cultural characteristics in the industry hinder the
implementation of IT.
Companies with different political affiliations may have different organisational cultures. For instance,
three pro-China companies have their own particular organisational structure and culture, policy, reporting
style, marketing strategy, and business goals. They usually follow instructions or trends from China (Hong

Kong Economic Journal Monthly, 1996). Thus, political affiliations potentially have significant impact on
organisational culture.

Framework for Further Research
Information strategy is the dependent variable. Organisational structure, organisational culture and
competitive strategy are regarded as independent variables.
Since different companies in different time periods may have different exposure to IT in the Chinese
newspaper industry, it would be better to control the impact of time in formulating the information strategy.
The factor of IT maturity in organisation will also be investigated as a moderating variable.
The age of the business and the IT development timeline (1, 2, 3 and 4 stages) will be considered as the
criteria to evaluate IT maturity in organisation. In addition, Gallier's six stages of IT growth in organisation
will also be considered in the research, since it can help classify different stages of IT growth in companies.
The research model is illustrated in Figure 1.

The correlation between the independent and dependent variables, as well as between the moderating and
the dependent variables will be investigated. Clustering analysis will be used, and thus every company with
certain similar organizational culture, structure, competitive and advertising, IS maturity, information
strategy, and IT applications will be grouped into a cluster. Configurations of these variables will be
analysed.
As a result of this research, we hope we can help the managers in the industry evaluate the alignment of
information strategy with the organisation's competitive strategy, organisational culture and structure of the
company
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